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ABSTRACT
THE ADOPTION OF LIFE BALANCE INNOVATIONS: TWO PERSPECTIVES
By
Deborah Winters
Research has documented the consequences of work-family conflict for

individuals and the implications for employers. Many life balance innovations
have been developed to help ameliorate this conflict by either easing time
constraints or by helping employees fulfill outside obligations. This paper
presents human capital theory hypotheses as a way of explaining why
companies will invest differently in life balance innovations. In the absence of
human capital predictors of innovation adoption, institutional theory was tested
as an alternative explanation of why some companies choose to invest in life
balance innovations.

To test these theories, surveys were mailed to 950 human resource
executives and were returned in a usable form by 167 respondents. This survey
information along with archival company information was entered into a
regression with the number of innovations adopted as the dependent variable.
The independent variables explained nearly a third of the possible variance in
" innovation adoption (R? = .32). This adoption was explained by the control
variable company size, as well as by two human capital variables: training
expenditures and labor intensity. When alternative dependent variables were

used - some support for other human capital variables including education and



average employee age was found. In no model, were any of the institutional
hypotheses supported. Implications of these results for theory development are
presented including post hoc analyses on life balance opinion leaders. Finally,
study limitations, and recommendations for future research in both human

capital theory and life balance innovations are discussed.
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INTRODUCTION

Many innovations that are touted as radical departures from accepted
ways of doing business and as the last hope for American industry are later
derided as fads, fashions, and frauds. Among the more notable examples are
quality circles (c. f. Lawler & Mohrman, 1985; Steel & Lloyd, 1988), job
enrichment (c. f. Hackman, 1975), and employee participation programs
(Wagner, 1994), all of which were and are enthusiastically adopted despite little
or no support for their relationship to productivity and profitability
(Abrahamson, 1991). American corporations’ penchant for new innovations and
fads has not seemed to fade despite these innovations' failings.

Among the more recent innovation trends has been companies' increased
awareness of the need for life balance and the increased adoption of life balance
innovations to help facilitate this balance. These alternative schedule options
and dependent care benefits have been described by proponents as a means of
making the workplace more ‘family friendly’ and more accommodating to all of
those with non-work demands (c. f. Friedman & Galinsky, 1992; Shellenbarger,
1992). Research findings on the individual innovations which make up life
balance innovations, however, have been equivocal (Dunham, Pierce, &
Castaneda, 1987), leading one to question which companies have adopted them,
to what degree, and to look for explanations for these choices. Van de Ven

(1986) wrote that:
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Since it is not possible to determine at the outset whether a new idea-

is an ‘innovation’ or a ‘mistake,” and since we assume that people

prefer to invest their energies and careers on the former and not the

latter, there is a need to explain how and why certain innovative

ideas gain currency (i.e., are implemented). (p. 592)

The purpose of this study is to explain the adoption of life balance
innovations at the organizational level and to examine the explanatory power of
two theories: human capital theory and institutional theory in regards to that
adoption. These two theories were chosen to offer insight into adoption
decisions within a theoretical framework, especially since previous life balance
innovation research has been primarily atheoretical (Thierry & Meijman, 1994).
In addition, Stinchcombe (1965) maintained that the most powerful way to set
up theoretical research was to compare the usefulness of two theories against
each other — rather than against chance.

Human capital refers to the productive capabilities of people (Becker,
1975); human capital theory investigates the choices organizations make to
increase the value of their human capital (Jackson & Schuler, forthcoming).
Human capital theory hypotheses will predict that organizations with highly
trained and educated work forces, as well as those who bear high costs because
of work-family conflict, will adopt life balance innovations as a means of
improving retention, recruitment, and productivity. Institutional theory argues
that organizations are social entities that seek approval for their existence and

performance in socially constructed environments and that organizations

conform with their environments to gain legitimacy and acceptance (Meyer &
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Rowan, 1977). Institutional theory hypotheses will predict that in the absence of

'high-need' circumstances and characteristics identified from within the human
capital perspective, some organizations will still adopt life balance innovations
for coercive, normative, or mimetic reasons. Figure 1 presents the model of

these hypotheses.



Human Capital Hypotheses

Service
Labor/capital intensity
Environmental dynamism

Education Human Capital Interactions
Training
Work force composition Capital intensity x work force
composition
Education x work force
composition
The Adoption of Life
Balance Innovations
Institutional Interactions —

Industry adoption x environmental dynamism
Industry adoption x service

Institutional Theory Hypotheses

Reputation
Unionization
Industry adoption

Figure 1
Adoption of Life Balance Innovations Model
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The distinction of which theory explains life balance innovation adoption

choices is an important one because enlightened organizations will want to
know whether their decisions are being made for efficiency reasons (per the
human capital model), for institutional reasons or for both. It is important to
know how companies are choosing their innovations to ensure that the reasons
used are in fact acceptable and appropriate to the goals of the innovation. This
knowledge will also allow companies to properly assess their innovations using
metrics that match the original reasoning behind the adoption. For instance,
providing unpaid dependent care leave may not seem to be an efficient choice
for an organization, but it may allow them to comply with legislation and may
keep them out of court. If reducing legal problems was the goal of the program,
then the adoption was in fact an efficient choice.

Life balance innovation adoption decisions are particularly important
given the high potential costs of work-family conflict (the stress employees feel
because of competing life roles) and the range of life balance innovations to
choose from which address this conflict. In order to understand organizations’
adoption decisions, some background information on innovation research and
work-family conflict is necessary. This dissertation will begin with a brief
review of innovation research that examines why these innovations will be
studied as a set, rather than individually. Second, a review of the work-family
conflict research will be provided, so that an understanding of what constitutes
'high-need' is gained. This will be followed by descriptions of the life balance

innovations developed to ameliorate work-family conflict and that are the
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objects of this study. This research will then include introductions to human

capital theory and institutional theory and will explain and predict these
theories’ relationships to life balance innovation adoption. A methods section
will describe the survey and the measures used to test these hypotheses and will
be followed by the results of the survey. Finally, a discussion section will
describe the findings’ implications for theory development and for the practices

of human resources and management.



INNOVATION SETS

Chapter Overview

This chapter will define the term ‘innovation” and will explain how
innovation adoption will be studied here in sets. This innovation set structure
will be contrasted with more traditional ways of studying innovation adoption.

Definition of Innovation

Innovations are formulas or programs which the users perceive as new
(Rogers, 1982). The adoption of innovations encompasses the generation,
development, and implementation of new ideas. A new innovation can be a
new product or service, a new production process, a new administrative system,
or a new program pertaining to organizational members. The adoption of
innovations is generally intended to contribute to the performance or
effectiveness of the adopting organization. Innovation is a means of changing
an organization, whether as a response to changes in its internal or external
environment or as a preemptive action taken to influence an environment
(Damanpour, 1991).

Innovation research has generally fallen into two categories — research
that has looked at the adoption of a single innovation across organizations or
research that has looked at all of the innovations an organization has adopted in

an attempt to measure global innovativeness. There have been recent calls to
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expand our understanding of innovation adoption by studying groups of

related innovations or innovation sets (Damanpour, 1991). Meyer and Goes
(1988) argued:
It is probably a mistake to expect broad-scope examinations of
organizational innovativeness to add much to our understanding of the
adoption of innovations. It is probably equally mistaken to expect fine-
grained studies of innovation assimilation to yield many new insights in

organizational effectiveness and adaptability. (p. 918)

Innovation Sets

Because this study is attempting to explain the adoption of several
related life balance innovations, innovation adoption will be researched at the
set level. When similar innovations operating as substitutes are grouped
together (in this study: those that support life balance), a better measure of the
organization's commitment to that issue is evident, since the role of individual
innovation characteristics is less strong. The rejection by a company of a sole
innovation may be a function of that innovation's inappropriateness for the
firm, not a disavowal of life balance. Looking at a related group of innovations
will also help to show the strength of commitment to life balance. Kossek and
Nichol (1992) recommended that future life balance research should look at
complete work/family strategies rather than individual innovations since many
companies offer more than one innovation and researchers may not be able to
separate their effects.

The use of innovation sets also responds to the systems idea of

organizations. Systems theorists are aware of the complexity of organizations
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and of the inappropriateness of applying or extending models which do not

take this complexity into account. Scott (1992) wrote:
An important characteristic of exceedingly complex, probabilistic
systems is that the whole is more than the sum of its parts in the
pragmatic sense that given the properties of the parts and the laws of
their interaction, it is not a trivial matter to infer the behavior of the
larger system. (p. 87)
Complexity demands new ways of studying and understanding and the use of
innovation sets is one such new way. Katz and Kahn (1978) wrote about the
importance of looking at the interconnectedness of system components. They
wrote about the input — process — output model, such that human resource
management is treated as a subsystem embedded into a larger organizational
system. An open system is dependent on the environment for inputs, which are
transformed during the process stage to create outputs which are received back
into the environment. Similarly, for life balance innovations, the
interconnectedness of these programs should be considered rather than looking
at these connected pieces separately. This set format is more appropriate for

this study than either a single innovation or global innovation approach would

be.

Single Innovation Research

Research that studies a single innovation typically examines the
organizational characteristics predicting an organization’s decision to adopt that

one innovation (i.e. corporate predictors of flextime). While this design is
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appropriate if understanding one particular innovation is the goal, critics of this

type of single innovation research have argued that the results of these types of
studies may reflect the attributes of the innovations studied more than the
characteristics of the organization (Damanpour, 1991), especially since it is
impossible to know if the results obtained would be predictive of any other
innovation, including those with the same purpose but a different structure.

Innovation researchers have also explained that studies using a single
innovation ignore how organizations, especially large ones, often adopt many
innovations in a given time period. Because of the multiplicity of innovation
adoption, the study of individual innovations, especially when the innovations
are not related to the primary work activity of an organization, does not provide
reliable results on characteristics of innovative organizations (Damanpour, 1991)
(assuming the authors are in fact trying to explain innovative behavior). This
inappropriateness may be especially true for the study of life-balance
innovations or other administrative innovations since they have many
variations and substitutes. Administrative innovations are those innovations
that operate on the social system of an organizations (Daft, 1978) and change an
organization's climate, communication, or human resource practices
(Damanpour & Evan, 1984). A company's decision to offer one life balance
innovation over another may not be because of low-innovativeness or because
of a low commitment to life balance but because the features of a single

innovation may not be appropriate for business needs. Therefore, research
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designs that use the organization as the level of analysis which is under

consideration are inappropriate if an investigator wishes to predict or explain
the adoption of a single innovation (Meyer & Goes, 1988).

Global Innovation Research

Recently, researchers have also looked at innovativeness as a global
property, with the total number of innovations adopted as the primary
dependent variable. When these researchers construct innovativeness scores by
adding nominally measured and unrelated adoptions together, they remove
specific innovations from their social contexts, and ignore pre- and post-
adoption events (Meyer & Goes, 1988). The advantage of this design and the
reason that researchers choose it, is its ability to compare innovation adoption
rates across firms, which may be investing in different types of innovations
appropriate to their respective sectors. There are, however, costs to this
research design as well. As Damanpour and Evan (1984) pointed out,
innovations do vary, and what predicts some innovations will not predict
others. The study of one type of innovation variable may produce results which
differ from the study of another type.

In order to study the characteristics of corporations which have
responded to life balance interests, it is necessary to use a hybrid of the two
most common innovation research structures and study innovation sets. This
hybrid will look at innovation sets of related innovations. The weaknesses of

these single and global research design structures for this research question can
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be lessened when multiple innovations' adoptions are studied in a way such as

in innovation sets that allows the role of organizational characteristics to become
evident (Damanpour, 1991). These characteristics in turn should be useful in
providing insight into what types of firms adopt a particular category of
innovations. The set that will be studied in this dissertation is that of life
balance innovations which are designed to ameliorate work-family conflict

which will be discussed next.



LIFE BALANCE AND WORK-FAMILY CONFLICT

Chapter Overview

This chapter provides an overview of the research conducted on work-
family conflict — the stress that life balance innovations are designed to
ameliorate. The consequences and antecedents of work-family conflict are
presented. This review of work-family conflict is included because the
consequences of this conflict are frequently used as the justification for the
adoption of life balance innovations. These organization costs include
absenteeism, turnover, and reduced productivity.

Definition of Work-Family Conflict

While most organizational behavior studies continue to examine the
relationships between work-related independent and work-related dependent
variables, increasing numbers of researchers and practitioners are now looking
at the interplay of work and non-work spheres. Frequently, this interplay leads
to conflict when people believe that efforts to fulfill work role demands will
interfere with efforts to fulfill non-work demands and vice versa. This conflict
emerges because of an individual's limited time and energy (time-based
conflict), their personal sense of strain and preoccupation (strain-based conflict),
and the carry-over of behaviors from work to non-work locations and from non-

work to work locations (behavior-based conflict) (Greenhaus & Beutell, 1985).

13
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For this study, the term ‘life balance’ is used to describe the balance

between work and family obligations but also encompasses other non-work
responsibilities such as friends, hobbies, and community service.
Unfortunately, most of the research available has been limited to just the study
of work and family obligations. The review that follows on work-family
conflict research does not provide much information about other obligations
and sources of conflict. Future research should more comprehensively
investigate other non-work responsibilities, but for this study, it is assumed that
life balance innovations can be used for both family and non-work/non-family
responsibilities.

The Families and Work Institute (1990) found that more than 60 percent
of a sample of Fortune 1000 headquarters employees said that their jobs robbed
them of adequate energy and time to do things with their families. More than
80 percent said that they were only sometimes, rarely, or never able to
completely fulfill their personal responsibilities. Work-family conflict
researchers have predicted that this conflict will increase as the number of
single-parent and dual career families increases (Cook, 1989), as eldercare
demands increase (Kossek, DeMarr, Backman, & Kollar, 1993), and as
technological advances (such as voice mail, modems, and fax machines)
multiply and make it more difficult to separate work time from family time
(Kofodimos, 1993). The most common model for testing work-family conflict to

date has been the one shown in Figure 2.
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/' Job Dissatisfaction

Work Family Conflict Life Dissatisfaction
v Home Dissatisfaction) _ W7

Figure 2
Work-Family Conflict Model

This model has shown that for work-family conflict to evolve there must
be stressors from both the home and work spheres (Duxbury & Higgins, 1991).
Once work-family conflict exists, it has implications for both the spheres that it
emanates from, as well as for overall measures of life satisfaction. Several
studies have documented the significance of this model’s relationships
(cf. Duxbury & Higgins, 1991; Higgins & Duxbury, 1992; Rice, Frone, &
McFarlin, 1992). Others have further documented the links between parts of the
model such as the link between job satisfaction and life satisfaction (cf. Judge &
Hulin, 1993; Judge & Watanabe, 1994; Tait, Padgett, & Baldwin, 1989).

Work-family conflict research has, however, looked at many variables
beyond this basic model. Table 1 presents an overview of the research on work-
family conflict since Greenhaus and Beutell's (1985) review. Only those
hypotheses that were empirically supported are included. This research has
documented the consequences of work-family conflict that negatively impact

the individual, the individual's non-work responsibilities, and the organization,
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as well as the work, family, and psychological antecedents of work-family

conflict.

Although the most recent studies have begun to differentiate between
work-in-family conflict, which is conflict from the interference of work into
family life, and family-in-work conflict, which is the conflict that occurs when
situations from the home interfere with work obligations, studies with these
slightly different dependent variables do not seem to have different predictors.
Research has found that far more subjects respond that they feel work is
impinging into their family and non-work spheres than respond that they feel
non-work is interfering in work responsibilities (Gutek, Searle, & Klepa, 1991).
But just as researchers have found that work and family are not separate
domains (Kanter, 1977), Frone, Russell, and Cooper (1992) have found that
work-in-family conflict and family-in-work conflict are not unrelated constructs;
the two constructs have a reciprocal relationship, which may be a function of
the overlap and relatedness of their predictors. Because of these similarities,
research here is reported together that has looked at any of three dependent
variables — work-family conflict, work-in-family conflict, or family-in-work
conflict. It is also presented together since the life balance innovations that will
be presented in the next chapter are targeted at helping employees attain a more
global 'life balance' and are not usually targeted to a particular subset of

conflict.
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Table 1
Antecedents and Consequences of Work-Family Conflict

| AUTHOR SAMPLE ANTECEDENTS | CONSEQUENCES
Bacharach, Bamberger, & Conley Nurses Role conflict Burnout
(1991)
Engineers Role overload Burnout
Role conflict

Bedeian, Burke, & Moffet t(1988)

Married, full-time
accountants

Work-related role stress

Life satisfaction (-)
Marital satisfaction (-)

Cooke & Rousseau (1984)

School teachers

Expected to work beyond
normal hours
Married or parent

Physical strain
(including back pain,
fatigue, dizziness etc.)

Duxbury & Higgins (1991) Dual career Family expectations Quality of family life (-)
managers with Family involvement Quality of work life (-)
children Family conflict

Work expectations
Work involvement
Work conflict

Duxbury, Higgins, Lee, & Mills Public and private Female Intent to turnover

(1992) Canadian Manager Low job commitment
employees Parent

Public sector

Frone, Russell, & Cooper (1992)

Married or parents
who work 20+ hrs

Family involvement!
Family stressors!
Job stress?

Depression?
Job distress?

Frone, Russell, & Cooper (1993)

Random residents of
Erie Country, NY

Abusive alcohol
consumption
(moderated by belief
that alcohol promotes
relaxation and tension
reduction)

Goff, Mount, & Jamison (1990)

Electronics company
employees with
small children

Satisfaction with child care
¢)
Supervisor support (-)

Absenteeism

Good, Sisler, & Gentry (1988)

Retail managers

Intent to turnover
Job satisfaction (-)

Greenhaus, Bedeian, &
Mossholder (1987)

Married, full-time
accountants

Marital adjustment (-)
Non-supportive work
environment

Reward inequity

Role conflict

Time commitment to work
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Table 1 (cont’d)

AUTHOR

SAMPLE

ANTECEDENTS

CONSEQUENCES

Greenhaus, Parasuraman,
Granrose, Rabinowitz, & Beutell
(1989)

Married or co-
habitating dual-
career couples

Job tenure (- men)4

Job involvement (women)*
Role ambiguity (men)
Role overload+*

Task autonomy (- women™
Task complexity (women)*

Age (men)®

Education (women)’

Job involvement (women)’
Role ambiguity (men)®
Role overload®

Schedule inflexibility
(men)’

Task autonomy (men)’
Task complexity (women)’

Gutek, Searle & Klepa (1991)

Psychologists

Female!

Hours at home2

Hours at home x gender?
Hours worked!

Hours worked x gender!

Executive MBAs,
married with
children

Hours at home?
Hours at home x gender?
Hours worked!
Hours worked x gender!

Higgins & Duxbury (1992)

Men with children

Work conflict
Family conflict

Quality of family life
Quality of work life

Higgins, Duxbury, & Irving (1992)

Managers with

Family conflict

Quality of family life

children Job involvement Quality of work life
Work conflict
Work expectations
Kelly & Voydanoff (1985) Employed parents in | Being a female single
southeastern parenté

metropolitan area

Having small children$
Amount of overtime
worked$

Dissatisfaction with work
hoursé

Near, Smith, Rice & Hunt (1984) Respondents to Job satisfaction

Quality of Life satisfaction

Employment survey
Parasuraman, Greenhaus, & Married or co- Life stress (men)
Granrose (1992) habitating dual-

career couples

Rice, Frone & McFarlin (1992)

Full-time, married
or parent

Family satisfaction (-)
Job satisfaction (-)
Leisure satisfaction (-)
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Table 1 (cont’d)

AUTHOR SAMPLE ANTECEDENTS CONSEQUENCES
Yogev & Brett (1985) Married employees Job satisfaction (-)

of hi-tech company Organizational

with children commitment (-)
Youngblood (1984) Full-time unionized Absenteeism?

employees of public | Illness?

utility
Zahrly & Tosi (1989) New employees at Self-monitoring

manufacturing Type of induction mode

facility

! Predicts family-in-work conflict

2 Predicts work-in-family conflict

3 Consequences of family-in-work conflict

4 Predicts time-based work-family conflict

5 Predicts strain-based work-family conflict

¢ Predicts job tension

7 Significantly related to work x non-work interaction
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Consequences

Work-family conflict has negative consequences for the individual
experiencing the work-family conflict, and the individual's non-work
responsibilities. Direct organizational consequences of work-family conflict
have not been well studied but many individual consequences have strong
organizational implications and are discussed here.

Individual. Several studies have documented the personal costs
associated with work-family conflict. Among the costs are a perception of
reduced life satisfaction (Bedeian, Burke, & Moffett, 1988; Cooke & Rousseau,
1984; Higgins, Duxbury, & Irving, 1992; Kopelman, Greenhaus, & Connolly,
1983), reduced quality of work life or reduced job satisfaction (Duxbury &
Higgins, 1991; Higgins et al., 1992; Rice et al., 1992), increased health risks
(Cooke & Rousseau, 1984; Kofodimos, 1993; Youngblood, 1984), higher rates of
depression (Frone et al., 1992; Keith & Schafel, 1980), and other indices of
psychological distress (Cooke & Rousseau, 1984; Parasuraman, Greenhaus, &
Granrose, 1992; Pleck, Staines, & Lang, 1980).

Non-work responsibilities. Costs can also arise for non-work

responsibilities. Work-family conflict correlates with perceived poorer
performance of parenting role (Greenhaus & Beutell, 1985), reduced quality of
family life (Duxbury & Higgins, 1991; Higgins & Duxbury, 1992; Higgins et al.,
1992; Rice et al., 1992), family distress, defined as a negative emotional reaction

to one's experiences as a parent or marital partner (Frone et al., 1992), lower
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marital satisfaction (Bedeian et al., 1988), as well as reduced leisure satisfaction

(Rice et al., 1992). Behavior based conflict, which is the conflict that occurs
when patterns of behavior that are appropriate for one role are incompatible
with the behaviors expected in the second role sphere (Greenhaus & Beutell,
1985) may have the strongest consequences in the home as problems arise as
people apply work behaviors to a home setting.

Organization. Work-family conflict has probable consequences for the
organization as well, since work-family conflict leads to some personal costs
that seem to have strong organizational implications. Employees who have a
high level of work-family conflict have higher rates of absenteeism (Blegan,
Mueller, & Price, 1988; Goff, Mount, & Jamison; 1990; Youngblood, 1984),
increased intent to turnover (Blegan et al., 1988; Duxbury, Higgins, Lee, & Mills,
1992; Good, Sisler, & Gentry, 1988), reduced organizational commitment (Yogev
& Brett, 1985), higher feelings of job distress defined as a negative emotional
reaction to work experiences (Frone et al., 1992), feelings of work overload
(Cooke & Rousseau, 1984), and increased burnout (Bacharach, Bamberger, &
Conley, 1991).

In addition to these costs, research at the Center for Creative Leadership
has suggested that managers and executives who lead unbalanced lives often
demonstrate flawed management and leadership behavior patterns,
inappropriate attempts to control, harsh responses to others' mistakes,

reluctance to seek help, and failure to praise direct reports (Kofodimos, 1993).
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These may all be consequences of strain based conflict which is when strain

from one role, which may manifest itself as tension, anxiety, fatigue, or
depression, impacts performance in another role (Greenhaus & Beutell, 1985). It
is these organizational consequences that are the likely justification for the
adoption of life balance innovations, since they can most easily be shaped as a
business need.
Antecedents

Antecedents of work-family conflict are also varied and arise from
features of the work or work place, features of the family, and/or the subject’s
psychological state.

Features of work. Many work features have been shown to be predictive

of work-family conflict. Among them are working in an environment that is not
supportive of family issues (Greenhaus, Bedeian, & Mossholder, 1987), working
in the public sector (Duxbury et al., 1992), having a long job tenure (Greenglass,
Pantony, & Burke, 1989), having high task autonomy or task complexity
(Greenhaus, Parasuraman, Granrose, Rabinowitz, & Beutell, 1989), and
perceiving reward inequity (Greenhaus et al., 1987). Studies have also
consistently shown that hours worked on the job, amount of overtime, and
schedule inflexibility all contribute to work-family conflict (Cooke & Rousseau,
1984; Greenhaus et al., 1989; Gutek et al., 1991; Keith & Schafel, 1980; Kelly &

Voydanoff, 1985; Pleck et al., 1980).
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Features of family. Demands from the home can also impact work-family

conflict. Perceived family expectations, which are the pressures an individual
feels to assume increased family role responsibilities (Duxbury & Higgins,
1991), and spending large number of hours at home (Gutek et al., 1991) have
both been linked to work-family conflict. Having high family involvement —
the degree to which an individual identifies with his/her family role and is
committed to that role (Duxbury & Higgins, 1991; Frone et al., 1992) has also
predicted work-family conflict. In addition, being dissatisfied with one's child
care arrangements (Goff et al., 1990), having a high number of family stressors
(Frone et al., 1992), as well as being poorly adjusted to marriage (Greenhaus et
al., 1987) can also increase work-family conflict. Many studies have shown that
family size and having pre-school aged children, in particular, are strong
antecedents of work-family conflict (cf. Cooke & Rousseau, 1984; Duxbury et al.,
1992; Greenhaus & Kopelman, 1981; Keith & Schafel, 1980; Kelly & Voydanoff,
1985; Pleck et al., 1980).

Psychological constructs. Three main psychological constructs have also

been related to work-family conflict: role conflict, work conflict, and family
conflict. These forms of conflict are very similar in definition to work-family
conflict so research results documenting their relationship to work-family
conflict are unsurprising. Role conflict is the "simultaneous occurrence of two
(or more) sets of pressures such that compliance with one would make more

difficult compliance with the other" (Kahn, Wolfe, Quinn, Snoek, & Rosenthal,
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1964, p. 19). Role conflict was found to predict work-family conflict by

Bacharach et al. (1991) and by Greenhaus et al. (1987). Work conflict, the extent
to which a person experiences incompatible pressures within the work domain,
was also positively related to work-family conflict (Duxbury & Higgins, 1991;
Higgins & Duxbury, 1992; Higgins et al., 1992). Family conflict is the extent to
which a person experiences incompatible pressures within the home. Duxbury
and Higgins (1991), Higgins and Duxbury (1992), and Higgins et al. (1992) all
found that a high amount of family conflict was predictive of high amounts of

work-family conflict.

Implications for Life Balance Innovations

Because there are organizational implications for many of the work-
family conflict consequences, work-family conflict researchers have
recommended intensified company involvement in life balance through
innovation adoption (cf. Lee, Duxbury, Higgins, & Mills, 1992; Tenbrunsel,
Brett, Stroh, & Reilly, 1994). While the researchers point out the benefits to the
individual workers, it is likely the organizational consequences - turnover,
burnout, absenteeism that are the prominant business issues in these adoption
decisions. This involvement and these adoption decisions can take many forms,
the specifics of which will be described next in the ‘Life Balance Innovations'

chapter.



LIFE BALANCE INNOVATIONS

Chapter Overview

This chapter will define life balance innovations and further catalogue
them into full-time, less than full-time, and dependent care life balance
innovations. The research on each sub-set and for each innovation is presented.

Definition of Life Balance Innovations

Life balance innovations are those innovations which help employees
manage their time, care for their dependents, and meet other non-work
obligations. These innovations were developed to lessen the previously
described work-family conflict and to meet two criticisms by work-family
advocates. These are: (1) that companies are not involved in enough dependent
care issues and (2) that companies have an outdated image of the American
family (cf. Friedman & Galinsky, 1992; Shellenbarger, 1992). Tenbrunsel et al.
(1994) wrote: "At this point, few organizations are far sighted enough to provide
the kind of dependent care benefits that liberate male and female employees
from the fixed level of attention necessary to manage work and family " (p. 32).
Duxbury and Higgins (1991) wrote that despite changing family structures,
many companies continue to reward and support traditional role distributions
and they noted that there is a limited use of work options that support dual-
career or other non-traditional lifestyles. These criticisms are however, being

met and there have been increases in the number of companies offering the
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innovations, in the variety of programs available, and in the percentage of

employees eligible to participate (Friedman & Galinsky, 1992).

The concepts of life balance and flexibility are relatively new to business
organizations and have emerged in response to the needs of today's companies
and workers. Before the 1970s, standardization was the norm in human
resource management (Olmsted, 1992). Most employees worked Monday-
Friday, from 9-5, at a location specified by their employer. Human resource
policies have changed, however, to be more flexible and less standardized. The
diversification of the work force, the transition from a production to a service
oriented job market, increasing problems with commuter gridlock and air
quality, and the emergence of a global economy have all forced companies to
rethink their human resource policies which focused on consistency rather than
on individual need (Olmsted, 1992). This rethinking has led to an increase in
the number of employees to whom these benefits are available, as well as to an
increase in the types of innovations available to help employees achieve life
balance (Friedman & Galinsky, 1992). The business need of these innovations
has been further stressed by the increased research on the costs of work-family
conflict and an increase in the numbers of workers who are most susceptible to
this conflict. These workers include of single-parents and working parents of
small children — both of which are groups whose numbers have increased
(Advancing Women, 1993; Auerbach, 1988; Brody, 1991; Cooke & Rousseau,

1984; Duxbury et al., 1992).
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Life Balance Innovation Sets

Life balance innovations, which have been adopted by organizations to
address work-family and other needs, fall under three main categories: full-time
work, less than full-time work, and dependent care benefits. See Table 2 for an
overview of the main innovations. A history and a description of fifteen
innovations under these three headings will follow. Intensity of the research on
these programs varies, with some innovations such as flextime fairly well
studied, while others such as phased retirement remain almost unresearched.
The innovations are divided into three categories for organizational purposes
and although the current research on the innovations does not support separate
hypotheses based on these categories, analyses on these categories may guide

future research.
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Table 2

Life Balance Innovations

PROGRAM

DESCRIPTION

FULL-TIME

Options that employees have to complete a 40
hour work week in a non-traditional format

Flextime

Schedules that permit employees to choose their starting and quitting times
within boundaries set by management.

Compressed work week

A 40 hour week that is compressed into fewer than 5 days. The most
common schedules are 4, 10-hour days; 3 -12 hour days or two-week pay
periods containing 5, 9 hour days in the first week and 4, 9 hour days in the
second week.

Telecommuting

Employees working off-site who may be electronically linked to the office
through a computer.

LESS THAN FULL-TIME

Options that allow employees to work less than
40 hours per week.

Part-time Option that allows employees to work less than 40 hours per week.

Job-sharing A form of regular part-time work in which two people share the
responsibilities of one full-time job with salary and benefits prorated. It
differs from regular part-time work in that it requires a team approach to
performing job responsibilities.

V-time Voluntary reduced work-time programs allow full-time employees to work

a reduced number of hours for a specified period with a corresponding
reduction in pay.

Phased or partial retirement

Option for older workers to reduce the number of hours worked for a
period of time before retirement.

Leaves

Unpaid or paid time-off for personal reasons which would include
dependent care, educational leave, or other reasons.

DEPENDENT CARE

Optiohs that‘help emp]oyees meet child and elder
care needs. » |

Referrals

Option that helps parents find dependent care providers in the area
through counseling and referrals.

Parenting information

Company provides information on parenting skills to employees.

Child-care discounts

Company contracts with a local child-care provider to offer discounts to
their employees.

On-site care

Company establishes a dependent care center on or near the premises.

Sick child care

Company provides child care to sick children when that illness prevents
parents from using their traditional care-giver.

Dependent care spending accounts

Program that allows employees to pay for dependent care with pre-tax
dollars.

Work-family manager

Human resource position that serves as an information source for
employees on meeting work and family needs.
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Full-Time Work

Full-time work innovations consist of the options available to employees
for completion of a 40 (or 35 depending on the company) hour work week in a
non-traditional format. These innovations are designed to reduce time-based
work-family conflict since both number of hours and schedule inflexibility can
produce work-family conflict (Pleck et al., 1980). There are three major forms of
full-time work innovations: flextime, compressed work week, and
telecommuting, with each having variations across companies.

Flextime. These are schedules that permit employees to choose their
starting and quitting times within boundaries set by management. Typically,
there are hours when all full-time employees must work, ‘core hours,” and
hours when employees can exercise some discretion, ‘flex hours.” The three
most common plans are: (1) staggered group hours (e.g. the finance department
begins at 8:00 am and the marketing department begins at 9:00 am); (2)
staggered individual hours where the employee establishes a work schedule in
advance; and (3) flexible work days where the employee establishes his or her
own work schedule each day subject to the limitations of core hours (Kopelman,
1986). In addition, some companies allow a ‘banking component,” which allows
employees to work one long day (e.g. 6 a.m. to 8 p.m. on Monday) and to then
work only during the core hours on the other days (Noe, Hollenbeck, Gerhart,

& Wright, 1994).
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The first known implementation of flextime occurred at Messerschmidt-

Bolkow-Blohm, a German aerospace company, in 1967. By 1969, there were an
estimated ten companies in Germany using flextime; and by 1974, there were
3000. Current estimates of European usage of flextime range by country from
10 to 40 percent of the work force (Thierry & Meijman, 1994). Flextime was first
introduced in the United States at Control Data Corporation in 1972 (Kopelman,
1986). Flextime has now grown in United States and in the late 1980s around 5
million U. S. employees were using flextime (Ralston, 1989). Flextime was
imported to the United States largely in response to concerns about traffic
congestion and energy conservation but it has been used for more than just
these purposes (Friedman & Galinsky, 1992). Bohen and Viveros-Long (1981) in
a study of 325,000 employees found that flextime users spent more time with
their families, more time on household chores, and more time involved with
their children's school activities. The freedom to set their own schedules also
enabled employees to spend less money on child-care services.

Research on flextime suggests that it has no consistent effect, either good
or bad, on productivity, but research has consistently shown that it reduces
absenteeism and tardiness and increases employee satisfaction (Pierce,
Newstrom, Dunham, & Barber, 1989). Dalton and Mesch's (1990) field
experiment found that flextime significantly reduced absenteeism during the
one-year experimental period and that when the flextime was removed,

absenteeism rates for the following two years returned to their original higher
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level. They did not, however, find any long term impact on turnover. Two

field experiments have shown an increase in job satisfaction after the
introduction of flextime (Orpen, 1981; Ralston, 1989). Other researchers have
more pessimistically concluded that the favorable organizational and personal
benefits of flexible schedules have either not been obtained, or have been kept
“hidden from scientific literature” (Dunham, Pierce, & Castaneda, 1987, p.

236).

Compressed work weeks. This schedule option is a standard work week
that is compressed into fewer than five days. The most common schedules are
four 10 hour days, three 12 hour days or two-week pay periods containing five
9 hour days in the first week and four 9 hour days in the second week (Olmsted,
1992). The compressed work week became more common during the early
1970s when the number of companies using compressed work weeks jumped
from 40 in 1970 to 3000 in 1973. Participation has been estimated at two percent
of the American work force today (Thierry & Meijman, 1994). According to
Colligan and Tepas (1986), the compressed work week prevails in the
government and utility sector, in the construction and health industries, and in
the service sector in general.

From the employees’ perspective, a compressed work week may be
desirable because weekly travel time is reduced and having a non-weekend day
off each week may make it easier to schedule doctor's appointments, parent-

teacher conferences, and other non-work/non-home chores. Three day
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weekends may also make some activities, especially those involving travel,

easier (Noe et al., 1994). Opportunities may arise for more education and
training time and also for a better recovery from fatigue caused by work
(Colligan & Tepas, 1986).

From the organization's perspective, the compressed work week is
believed to reduce the costs of starting and stopping work (e.g. set-up and close-
down procedures or daily documentation for manufacturing plants) since they
only have to be completed four times for every 40 hours of work rather than five
times (Kopelman, 1986). A compressed work week may also allow a company
to extend its operating time and, consequently, provide more service or make
better use of costly equipment. Also, personnel may be employed at hours that
better match fluctuating market demands, as with peak retail hours (Thierry &
Meijman, 1994). In addition, company absenteeism and tardiness are lower
with compressed work weeks because there is less pressure for employees to
schedule important non-work events during the work week (Kopelman, 1986).

Dunham, Pierce, and Castaneda (1987) studied a group of nurses,
medical technicians, and clerical help who changed from a traditional five day
40 hour schedule to a four day 40 hour schedule. After operating on the new
schedule for four months, the subjects returned to the traditional schedule.

Data showed that changing toward the compressed schedule significantly
improved only one client service measure out of seven effectiveness measures

but that an additional five indices moved in an improved direction. After
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returning to the five day schedule, six service indices showed a decline. Pierce

and Dunham (1992) found positive employee reaction to a compressed work
week and Dunham et al. (1987) found that the more experience employees have
had with a compressed work week, the more positive their attitudes towards
them were, especially when either Monday or Friday was the additional day
off.

Kopelman (1986) summarized the compressed work week literature by
stating that there is no evidence the compressed work week improves
productivity and noted that work quality may actually decline as a result of
fatigue. Historically, these schedule innovations have been implemented with
lower level and unionized employees in mind (Dalton & Mesch, 1990) but there
has been a dramatic growth in their availability to managerial and professional
staff (Kossek, Barber, & Winters, 1993).

Telecommuting. Telecommuters are employees who work at home rather

than in the office either full-time or a few days a week. Employees who
telecommute work off-site and may or may not be linked electronically to the
office through a computer (Olmsted, 1992). Improvements and cost reductions
in computers and communication technology, as well as the growing number of
'information workers,' have made home work increasingly feasible (Shamir,
1992) but relatively few employees choose this option even when it is made
available to them (Perin, 1990). Today, 26.6 million Americans are sometimes

engaged in job-related work at home and more than 500 large American
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organizations have formal work-at-home programs with nearly 1 million

employees participating (Shamir, 1992).

The advantages of telecommuting for employees are reduced commuting
time and high flexibility in work hours since parents can work some hours after
children have gone to bed or are at school. Telecommuting parents do note that
this option does not preclude the need for child care assistance, since it is often
difficult to simultaneously monitor children and work productively (Friedman,
1990a). There are organizational advantages to telecommuting, as well, since
companies may be able to reduce office size and overhead. One Canadian
survey of employers named reducing costs, impfoving efficiency, and the
nature of the work done as the main reasons for implementing telecommuting
(Solomon & Templer, 1993).

Additionally, many employers will find themselves forced to implement
telecommuting since the Federal Clean Air Act (CAA) Amendments of 1990 will
require companies with 100 or more employees to reduce employee commuting
by 25 percent by 1996 through telecommuting, car pooling, or public
transportation subsidies in eleven targeted zones across the United States.
These zones include the most populated urban regions in the United States
including the New York, Los Angeles, and Chicago metropolitan areas
(Bronson, 1993).

Hall's (1990) review of telecommuting reached several conclusions about

for whom and when telecommuting is appropriate. It is most appropriate for
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employees with low social needs and modest career goals. It also seems most

suitable for positions that do not require intensive communication with other
employees and do have a high intrinsic motivational potential, such as
computer programming or accounting. Finally, telecommuting may be a more
successful and viable option when it is only part-time, with the remaining time
in the office. Despite these constraints regarding when it is appropriate, one
study found similar job satisfaction levels between telecommuters and
traditional employees (DuBrin & Barnard, 1993).

In summary, research on full-time work options has found no strong
effect for productivity measures but the programs may increase employee
satisfaction and reduce absenteeism. In addition, the programs may not be
appropriate for all work situations.

Less Than Full-Time Work

The second category of life balance innovations is less than full-time

work options. These include those arrangements for employees who work

something less than 40 hours a week, in one of several forms: regular part-time.

. . . : . . Iso
job sharing, v-time, phased retirement, and leaves. These innovations may @

. : . : ich
be most appropriate for time-based conflict. The contingent work force whic

e
includes part-time employees, as well as temporary employees has become th

. - rs
fastest growing segment of the labor market and now totals 35 million worke

or 25 percent of the labor force (Reynolds, 1994). Part-time workers alone
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account for 20 percent of the work force; (Feldman, 1990) more than twice the

percentage as in the 1950s (Kahne, 1985).

Regular part-time work. Part-time workers are those permanent

employees who work less than full-time on the company's regular payroll.
Surveys have indicated that individuals under age 25, and females, are heavily
represented in the ranks of part-time workers (Friedman, 1990a). Most part-
time jobs are semiskilled or unskilled and can be found in retail, banking, and
service industries. Manufacturing firms employ part-time workers on a much
smaller scale (Thierry & Meijman, 1994).

Employers offer part-time options as a way to keep valued employees
who want to work fewer hours, and to reduce company labor costs (Friedman,
1990a). A survey by Catalyst (1983) found that women prefer part-time work as
a transition to full-time work following maternity leave. The utilization of part-
time workers has several potential advantages for an organization including
increased scheduling flexibility, lower labor costs, potential reduction in
turnover costs, increased employee satisfaction, and aid in meeting affirmative
action goals (Eberhardt & Shani, 1984). An employing organization is able,
through part-time employment, to adjust its labor force to varying production
requirements and to possibly attain higher productivity levels since economists
have found that working a small number of hours typically increases

productivity per hour (Thierry & Meijman, 1994). Data on absenteeism and
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part-time work and data on turnover and part-time work are equivocal (Cohen

& Gadon, 1978; Levitan & Belous, 1979).

One consequence of part-time work for employees is that the wages paid
to them are frequently much lower than those paid to equivalent full-time
employees on a per hour basis (Ermisch & Wright, 1993). Additionally, part-
time employees frequently have lower job security and few or none of the
benefits that are typically available to a firm's full-time workers (Olmsted,
1992). Still, one study of nurses, found that part-time employees reported a
higher level of overall job satisfaction than full-time employees at the same
hospital. The authors attributed some of the part-time employees' satisfaction to
their receiving pro-rated benefits, which reduced the pay differential between
full and part-time employees (Eberhardt & Shani, 1984). One advantage to part-
time employees is that they may be able to choose hours that allow them to
better meet outside demands (Thierry & Meijman, 1994).

[ob sharing. Job sharing is a form of regular part-time work in which
two people share the responsibilities and hours of one full-time job with salary
and benefits prorated between them. It is helpful for employees because it is a
way to create part-time employment opportunities where there is a need for a
full-time position (Friedman & Galinsky, 1992). It differs from regular part-time
work in that it requires a collaborative approach to performing job
responsibilities and it allows for greater continuity than regular part-time work
because partners can trade time or fill in for each other (Olmsted, 1992).

Another desirable feature of this arrangement and an advantage for the
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organization is that the pair of employees often complement each others'

strengths and weaknesses so that the performance of the pair is better than the
performance of either individual working alone would have been (Pierce et al.,
1989). In one study of job-sharing and part-time work, Mattis (1990) found that
68 percent of the firms studied reported that these programs had positively
affected retention.

V-time programs. V-time programs are voluntary reduced work time

programs. Under v-time programs, full time employees can reduce work hours
for a specified period of time with a corresponding reduction in compensation
(Olmsted, 1992). This program can provide employees with greater flexibility.
For example, employees may choose to reduce their work hours up to 20
percent with an equivalent reduction in salary — these reduced hours could be
used to shorten the work week or to add additional vacation days. Employers
can use v-time to reduce their labor costs. In a study of a v-time program's
acceptance by employees, Kossek, Barber, and Winters (1993) found that
acceptance of the program was positively related to being female and negatively

related to the employee’s having used the program previously.

Phased or partial retirement. Phased retirement is an option for older
workers to reduce the number of hours worked for a period of time before
retirement (Olmsted, 1992). It is offered as a means of easing employees'
transitions into retirement (Noe et al., 1994) and of improving the retention of

valued, older employees (Andrews, 1992). These phased retirement policies
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may be especially valued by executives to whom the end of a career may be

more of a change, both in lifestyle and in status (Louchheim, 1990). One
problem with phased retirement is that the cost of health insurance premiums
may make the use of phased retirement less attractive than it would otherwise
be to the company (Andrews, 1992) and the reduced pay may have reduced
pension implications for the employees. Research in this area needs to be
conducted especially since an aging population will make retirement issues
more salient (Johnston & Packer, 1987).

Leaves. Leaves are periods of time-off, either paid or unpaid, for
personal reasons which would include maternity/paternity leave and sick
family member leave covered by the Family and Medical Leave Act of 1993, as
well as educational leave, sabbaticals, and others. Returning employees are
entitled to either their old job or one of similar responsibility. Kossek, DeMarr,
Backman, and Kollar (1993) found that leaves are used more by women than by
men. The leave duration typically ranges between four weeks to a year with a
leave of five to twelve weeks being the most common. The primary
disadvantages with leaves include productivity losses, difficulties in covering
absent workers’ jobs, and the stigma of low career expectations for managers
and professionals who choose to take these leaves (Kossek, DeMarr, Backman,
& Kollar, 1993).

Kossek, Barber, and Winters (1993) found that employee acceptance of a

corporate leave program was positively related to being an upper level
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manager, being young, and believing that there are negative consequences

associated with using this program. Leave acceptance was found to be
negatively related to having used a leave, being a supervisor, being racially
similar to your group, and to being female in an upper level work group.
Kossek, DeMarr, Backman, and Kollar (1993) found employees did not think
that leaves were a very effective way of addressing elder care concerns.

In summary, the research on less than full-time work has found these
programs may help create employment opportunities for employees who might
otherwise leave. Some programs have increased employee satisfaction while

leave programs have elicited some negative reactions.

Dependent Care

Dependent care policies and innovations are those company sponsored
programs that either directly provide care to employees' children or elderly
dependents, or help employees find care. This care is considered a legitimate
business concern by many since a significant number of employees are parents.
Duxbury et al.'s extensive (1992) study of Canadian workers found that 70
percent of male survey respondents were parents and 62 percent of female
respondents were parents. Approximately 20 percent of workers currently care
for elderly relatives, with intensive care being provided by approximately 6-8
percent of workers (Friedman, 1991).

The manner in which companies have chosen to address these dependent

care needs has changed in the last few decades. Friedman and Galinsky (1992)
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wrote that of the 100 companies providing child care in 1978 in the United

States, nearly all offered on-site care, which is now the least popular option.
Today, almost two-thirds of companies surveyed by Hewitt & Associates (1990)
offer some kind of child care assistance to their employees, typically dependent
care spending accounts and referral services. Much of this assistance was
instigated by tax changes that specifically allowed employers to set aside part of
an employee's salary and place those pre-tax dollars into an account that could
be used to pay for various benefits, including child care (Goodstein, 1994).
Other forms of dependent care assistance include parenting information, child
care discounts, and sick child care. Research on these programs frequently
describes where and to what extent the programs have been adopted rather
than evaluating effectiveness.

Referrals. Referrals are listings and recommendations of reputable child
care providers in the area. This service is offered to employees since even when
a range of dependent care options is available in the area, parents may have
difficulty finding them (Friedman & Galinsky, 1992). According to Friedman
(1990b), 1,500 companies in the United States have contracted with 300 referral
agencies to help parents find appropriate care but research has not well
documented the effectiveness of this program.

Parenting information. Many companies choose to provide information

to employees about parenting through occasional parenting seminars covering a

range of topics from finding care to disciplining children. Others sponsor
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parent support groups or keep parenting information and videos in the

company library. Some companies also provide parenting information through
their employee assistance programs (EAP) and a growing number of firms have
expanded their EAPs beyond substance abuse to include a wider range of
family concerns (Friedman & Galinsky, 1992).

Child care discounts. To help employees reduce the cost of purchasing

child care services, employers may contract with individual vendors to provide
a discounted price. Discounts are typically offered by child care chains that
hope to fill empty spaces through the use of these discounts and corporate
relationships. Other companies discount child care costs by offering vouchers
to employed parents, although many only provide this benefit to low income
families (Friedman & Galinsky, 1992).

Onssite child care. On-site or near-site child care is when employing

organizations provide and maintain a child care center either in or near the
work place. The first on-site child-care center in the United States was created
during the Civil War by a uniform manufacturer as a way to entice women to
help in the war effort. In the South in the 1920s, child care was often provided
to the female employees of men's clothing plants. The biggest child care
initiative was at the Kaiser Shipbuilding Yards in Portland, Oregon during
World War II where the company clothed and sheltered employee children,
year-round, 24 hours a day (Miller, 1984). During World War II, the Latham Act

(1941) provided federally supported centers for the children of mothers
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working in war industries (Cook, 1989). When the war ended, however, the

2,800 child care centers were closed (Miller, 1984).

Child care benefit expansion slowed during the 1950s despite the
growing labor force participation of women. During the 1960s, a few
companies established child-care centers in the community as a way to meet
demands for corporate social responsibility. Limited experimentation with
child care occurred during the 1970s, but it was not until the 1980s that serious
attention to dependent care arose, especially as governmental spending on
social services was reduced (Friedman & Galinsky, 1992) and increasing
numbers of employees reported having difficulty finding child care (Galinsky &
Hughes, 1987). In addition, in 1981, the Economic Recovery Tax Act provided
depreciation benefits (the ability to account for the costs of aging equipment) for
employers creating on-site child care centers in an effort to motivate greater
private sector investment in child care (Goodstein, 1994).

Friedman's (1991) review of the on-site child care literature suggested
that on-site care seems to improve recruitment and retention, and Auerbach
(1988) said that these recruiting and retention findings were the major reasons
for providing child care. Kossek and Nichol (1992) found that on-site child care
users had more positive job attitudes than employees not using the center, but
that on-site child care use was unrelated to performance and absenteeism

measures. This finding was consistent with prior reviews of child care and
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absenteeism and child care and performance (cf. Goff et al., 1990; Milkovich &

Gomez, 1976; Miller, 1984).

Sick child care help/time-off. Rather than investing in full-time, on-site

child care, some organizations have created sick child care centers or emergency
day care homes that care for mildly ill or recuperating children when illness
makes normal care unavailable (Morgan & Milliken, 1992). Another variation
of sick child care sends a trained child care worker to the child's home. A third
variation revises the company's sick leave policy to include sick child care as a
permissible sick day (Friedman, 1990a). The advantage of these programs for
employees is that although most employees have multiple child care
arrangements (Galinsky & Hughes, 1987) these arrangements are most likely to
break down when the child is sick, since many child care centers do not admit
sick children. In addition, employees may be unwilling to take their children
away from their home when the children are sick (Friedman & Galinsky, 1992).
The advantage of these programs for organizations is that they enable
employees to be at work rather than at home (Parker & Hall, 1992) and they
create employee goodwill (Friedman & Galinsky, 1992).

Dependent care spending accounts. Changes in the Internal Revenue

Code made child care a nontaxable benefit and permitted employers to offer a
choice in benefits. Dependent care spending accounts enable employees to use
pre-tax dollars to purchase dependent care services (Friedman & Galinsky,

1992). These spending accounts may also be used for elder care provided that
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the aging relative lives in the employee's home and that the employee provides

more than 50 percent of the elder's financial support (Friedman & Galinsky,
1992). Galinsky (1989) found, however, that dependent care spending account
usage remains low and attributed this low usage to four features: (1) salary
reduction plans are most useful to a small group of high income employees; (2)
employees are unable to use both a dependent care account and claim a
dependent care tax credit; (3) the complexity of federal regulations governing
these accounts causes red tape for reimbursing employees; and (4) the program
requires employees to predict their dependent care expenses one year in
advance. A final negative feature is that any overestimated funds are not
refundable (Department of Labor, 1993). These plans may be popular with
organizations, however, since the organizations incur no cost with dependent
care accounts other than their administrative cost (Kossek, DeMarr, Backman, &
Kollar, 1993).

Work/family manager. This position has been created by some

companies to centralize and coordinate the companies' work-family policies.
These work-family managers are expected to keep employees aware of services
and benefits (Martinez, 1990). Appointing a work/family manager also serves
the purpose of embodying the company's commitment to work-family concerns.
The appointment of a work/family manager is usually an outgrowth of a needs
assessment and program development (Johnson & Rose, 1992). Some

companies, rather than appointing a single manager have established a work-
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family issues committee made up of human resource managers to research

work-family concerns (Osborn, 1993).

In summary, research on dependent care has documented that the
programs are frequently used for recruiting and have wide employee
acceptance. For many programs, however, the effectiveness of these programs
in terms of productivity, absenteeism, and turnover is unknown.

Life Balance Research Implications

All of these scheduling and dependent care benefits have a common
purpose: to help employees cope with work-family conflict and meet outside
obligations. A variety of innovations exist since work-family conflict can take
many forms — time, strain, and behavior based conflict (Greenhaus & Beutell,
1985), because outside obligations vary in magnitude and flexibility, and
because different companies have different business needs. The research that
has been described on these innovations has had very mixed results both within
a single innovation and across innovations. As researchers have tried to explain
these innovations’ impacts on dependent variables such as absenteeism,
turnover, and satisfaction, they have found positive, negative, and non-
significant relationships. This inconsistency has been found, even among
widely adopted and relatively intensely studied innovations like flextime
(Thierry & Meijman, 1994).

Because of the range of results, it has been impossible for researchers to
clearly claim that any or all of these innovations are a success or a failure.

Obviously, some contingencies in the organizational context where the
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innovations are being adopted are impacting the innovations’ success in easing
work-family conflict. In order to make recommendations on innovation
adoption and to better understand how these innovations impact dependent
variables of interest, it is first important to understand the

contextual/organizational predictors of life balance innovation adoption.



THEORETICAL FRAMEWORK AND HYPOTHESES

Chapter Overview

This chapter will introduce the need for theory-driven life balance
innovation research. Two theories are offered as explanatory frameworks and
hypotheses for each theory are developed and presented.

Theory-Driven Research

Several researchers have called for the consideration of organizational
level constructs as significant influences upon the adoption and use of particular
human resource management practices (Jackson & Schuler, forthcoming;
Jackson, Schuler, & Rivero, 1989; Saari, Johnson, McLaughlin, & Zimmerle,
1988; Terpstra & Rozell, 1993). Socio-technical research has shown that changes
made at individual and group levels do not often survive very long unless they
are compatible with the larger organizational structure or unless concurrent
changes are made in the larger structure (Trist, 1981). By studying human
resource policies at the organizational level, the field will be better able to
integrate human resource practices with corporate strategy and corporate
profitability (Terpstra & Rozell, 1993). Jackson and Schuler (forthcoming) argue
that industry and organizational characteristics have been infrequently
incorporated into research paradigms yet may have broad implications for

human resource management, beyond those typically measured at the

48
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individual level. The choice of which organization level constructs to study,

should be guided by research and theory.

Thierry and Meijman’s (1994) review of time based innovations, which
included flextime and compressed work weeks among others, noted that
research in this area has not been very theory-driven to date. For this
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